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OONKLTCT THECRT: CONCEPTS, TECHNIQUES, AND STAgES.
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' '*The social worker of today is being placed in situation^^iic^ call for

;.

him to, devise new tools and strategies of intervention which are. relevant to

;

present day problems. It is recognized that many of our current social.^problems- .-, '
are inherent in some of our institutions and that only by changing &hese insti

tutions can real results be achieved. Problems arise due to the jtaci that these ^ ;

institutions often stringently resist change and conventional methods.employed rby professional practitioners have ofte,n only been able to solve, or ease indi-r! •?
vidua! difficulties or maladjustments. There have been, a growing.numb^ of social

workers who have spoken out against these established inequities*. ^ey;hava wotked^
at organizing the poor to bring about structural changes and they- have not.shun-^/

Tied confrontation in the name of professionalise.1 This helping of the underprivi-_••
le^ed and the disenfranchised realize their potential and worth %s called for ;, social workers to devise new methods and tools of operation. The need^o*' effec
tive and powerful strategies of change along with a competent understanding of
these strategies has made such knowledge and skills an essential part of the

;

social workers arsenel.

There has been an increasing tendency for vrorkers to shift their empha-»
sis and energy toward these institutional problems and away from individual prob
lems. When dealing with institutions, planned change calls for a carefully plan- *ned and thought out method of operation. Essential to this planning is an analysis

of the type of community response to planned change effort. Warren speaks of three
•

•
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'
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•", *

'' *

$arr«n-L. Roland, Truth, Love, and Social Change. (New Yorfc*

MeNaXLy-^G^aagr, 1971), ppV k6~£T*

""••,•--''
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,,

types of possible community response tc issues' calling f,->r change. These

are not inclusive 'categories but should be viewed as on a continuum. They
-are 'cdnsensti&V difference, and dissensus. Tn issue consensus the worker or

change, agent feels th?.t there is substantial agreement within the community
concerning; %k& proposed changes* In issue difference the worker doesn't
have igrefcrtent biit expects to be able to get it.

Tn issue dissensus the

worker knows)tlgexe fsr'rot ?n.y agreement between the principle parties and
does fiot expect", to get any." Tt is with issue dis^ehT^s. o~ a ootential
conflict Situation, with -mM.cv. {-.Ms paper >rjil mainly derl ->nd al so with
str^tefle* ba^ed-on di srenous and conflict.

It should be nvhed v<ere that

while some authors differentiate between corn jot. and oonte +, frr the pur

poses of this paper the terms will be used interchanged!. r.

*• .Contest situations appear in every facet of social relationships,
Tfrotever there is a situation where .one persons1 (or groups') gain is another
persons loss the possibility of conflict exists. Although conflict is

generally thought of as negative there can be positive confidences, of a
cdnflict situation. Conflict concerning housing, for example, may-result

in Jegialators probing more thoughtfully into the problem and perhaps maresult in new legislation protecting the occupant.

Conflict increases

the energy, and motivation within the system and forces the persons involved
to Increase their understanding of their position by having to articulate their

view$*and by having to bring forth and develop supportive arguments.
••i»

•
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?Ibid. » pp. 13-15
:^'-'- :• -3 • •. •
:

• Simon Slavin, " Concepts 0f Social Conflict: Vse in Social Work

Curriculum^" tfaurnai of Education for Social Workers V (Pall I969), pp,l#-?0

Richard Walton, Interpersonal Peacemaking: Confrontation and Third

Party Consultations (Addison-Wesley Publishing 19o<?)« ppV^Jv^^E

*>

'

*

Thi^Jnereased'awaroners may change manyattiiudes and help to clear-up mi'sUnder^tandinge end mistaken impressions. For example, a racial conflict may
, result in expanded media coverage and debate and may help to dispell many
stereotypes which were commonly held by*' both sides.

For the. social worker

whow&jfts to bring about planned change'in institutions, conflict nro^ides

a rt&il8M?f forcing the community to take sides. Once the lines are drawn '
and tfyiSA goals- formulated the worker must decide how he will attain this
planned, change*

,,

j" The worker who ir faced with a response of d?sr--er--".s from those ir.

a ^ost^lon- to bring abmji pi anned change will be forced to mSve man;- dec
isions aa\sed on numercT factors. Fow much of a chance dc .those nronosi.ng
pi awteS: change have to windin a p^wer struggle? What are the best means to.
:g&in str^port for those changes0

At what point or issue can those reri.-tin--

Change^)?est be attacked9 The arr.wer to'these questions will determine
whether! or not the worker commits his group' 'to strategies of contest or not.

^T^'thftvyorker;-see6,,hir group, ar pqr.al to or ^.'stronger'than the opponent rind'
if iherW is no other way to bring p^out the "change he de.- -ires sat?*afnctnrv*. •
then tfte Worker will commit all hi?- resources to •{•'inning by .force.

After

ifiis ftesisiOn to use conflict strategies; the, worker Must bo willing to abs.p--

dor> T&jf the time;.jbeing at least, any effort to work in oo^la^-^atirr. with
ihdse ;!r^isting pfferge.-

T:fe muri utilise every ^enns he know-: to ^ir im

port fof his group and to siphon the resouroer of his ^-o-oositdon,

:.

-•-'.!•:• •, dThe idea of the building of'the support bare is a v'tal ore to the

Btragegy *>£ contest.« The attraction'of'organizations and peor^.e to y^-r

-efforts-at plannet change is one of the most necessary elements to successi-'
^Richard Walton, Truth, Love

p. 22

'•••v

h

The greater th# contributions, the support, and the following, the greater chance

the change movement has ~f succeeding. The means by which the worker can draw peo
ple and organizations to his cause is by exhibiting and utilising power.
• Power has been defined by Bennis as consisting of five components. It is

vita! to the social worker who is acting as a change agent to have an awareness of
the types Of power. First there is coercive power which is the ability tc reward or
punish others,'Coercion is unrecognized legitimate power, it is the use or the an
ticipated"use of force to impose ones own will upon another.

A second type of power is referent or identification power. This refers

to poyer which is given to a person, or group because of attraction to the person
in the leadership role, a role model,

A third type of power is expert power" which meors the association, of sci

ence with truth, therefore one who ir, an expert ™i-t he -peaking the truth and ™\ns
for himself or group the power to influence and control others,6

Legitimate powe- is the fourth type and is dese-thed by Gal dhamer and
*hil$:

There *^e three msjor forms of legitimate oower-: Legitimate pow

is. regarded as legal when the recognition of le^ti^arv rests on a heUof

by the subordinated -individuals in the legality" of the* laws, decrees and

directives propagated by the power-holder; traditional when the recr-vition of legitimacy rests on a belief in the -srotitv- l0f tradition- b,- r>.
tue of which the power-holder exercises his power and in the traditional
sanctity of the orders which he issues; and charismatic when t^e -ece-rition of legitimacy rests on a devotion to perioral, o^aiities of the -owe^-

holder. Usually, cf c^-p, these personal -^aliiies "*re. or ^nPar V0 *hrfnllowers to he, extra—dinary oualities *uch *s sanc+itf Pnd ^-i^,7
The fifth form of power is value ?^<Ter. TMs i- power or influence which

-%rrdh 0 Bennis, "The Change Agents," in. Sensitivity Training and The Lab

ApproaOh, ed. by. "Robert riolembie^ki an<j Arthur Bli-mherTTTnTnods F7E.~a"^V~:~'
Tn.c. 1970) pip, 315-317

~

' '

'

'

Th*^ .^Herbert Ooldhnmer and Edwa^ Shil s, "Power and ^tuV in Sociological

TZJ^to)' I' uJfil;^ '"rd ^"^ Rosenberg (third nd,: Tendon, The MacmttTinn

issued by an'attraction of others to the values of ar» individual ^v of a
groTip,^ This power is gained when zerxnnz find in a group ,r in en individual
'admirable and sought after values which they wish to po-sess also,
-; 'vj ; 0f these f5"e ^ ^ of ?°-er the change agent veerlo to he «?ware that

not all fWare used, nor are the;- as di^ded in practice as they -re outlined
on paper. ,traditional power is ^ery seldom used since change agents are often
working, without established laws or in some cases against them and are very

often-regarded as oddballs by these opposing change. TVc.d3.tion has very'little
to offer since it is often tradition which is being challenged., Coercive ^ier
'is-one which "a worker -bo is attempting to build uP a hsse of power is unlikely
t^;;use, Coercive powr. or ihe forcing of persons to inin your cause is not
,e^aasting ^a;fbrce for the worker to use. Coercion is usually- at odds with""

outvalues rti^mores. Also constant surveillance is needed to ensure compliance
and other. typefc>f power offer more in terms of loyalty and committment, ' Al-

%lm«h the foerbf physical force i- not often used coercion may takp other
fp#rt< which 4l!e more frequently used by- the worker. Political influence or
'pressure is -a!r/example of a means of coercive power which a worker can use to

persuade others-"to join in his planned change effort. E^rpe-t power is one which

can be used.b^the worker to build up hi? support. If the change agent is reco<ni^d-and possessing knowledge which is seen as that of an expert then he will
gain follower^ *who perceive him a?? being right in his decisions and idea?,
Beferent"power is another means by which the worker can gsin *upo0rt. If the
oommUnity emulates and identifier with him he Td.ll be alio to exercise control

ar.d influence^over them. Perhaps the most potent type of power that a change
agent can possess and understand is that of value power. If the worker or the
group he represents transmit*- values which the community admires and wi shea to

gain then the, size of the .group ard its base of support will grow.
,>

The competent understanding of these types of power allows the worker

td^strengt.h his mm group or to weaken his opposition. If he percfefves that
the power of those who oppose him come mainly from a certain value that the
Cotfmuhity admires, he could promote or advertise that same value as also bein>?

hel# and cherished by his group. Although other factors are involved(possibly
this''value is totally unacceptable to your group), this is a means b^ which not

only*,could your cause gain support but also you could considerably weaken those
who/oppose you.by derriving them of a basic source of power. Since contest

situations are often decided by who has the greatest power (influence, wealth

or personnel) an understanding of power is vital to anyone vo-r-king for planned
charge.^

Tn Addition to the building of a following or power base the worker

must; also' be aware of certain techniques used in contest strategy, Tn contrast

to-•Collaboration, contest strategies call for a number of techniques which dif" f

fervsharply from techniques of collaboration. Walton writes of distributive
situations and of integrative situations. Distributive situations are those

which we have been refering to as contest situations. Where there are limited

resources.and each party is trying to maximize their own gains and to protect
and promote their own interests. Integrative situations are characteristics of

collaboration*strategies, whore groups o^ indi^iduals are combining their resources

and working together towards .? common goal09 Walton compares the two situations
which; is reproduced be"*ow.

;Warren G. Bennie, "Change Agents, M Sensitivity Training;

pp. 315-317

laboT-Atiou1"^ T1*'™'- "?ow +'n.cl?ose Between Strategies ofConXlict and Col•bW*£
»n* Arthur
iJtl Q5f
^^ ycaiEiDS-and
thfiPeacocJc^rt~
Lab A^rnzeh; 9?^,
ed. b*p Robert
G0Tembiewsfci and
Blumberg
(Illinois, F.E.
^

• DISTRIBUTIVE .SITUATION

.;,

, ' *1 * Behavior is purposeful in

"••'•-%.•/.•'..* ^pursuing w*r. z°^?*
•-- ./:Sv,r•:i2,!^ecre<2y.
'".".. 3, "Accurate personal vr<dsr~
,^:

pursuinr^ goals held in commor, .^.
£,. openness
3« Accurate personal imder.-

standing of own needs; and

publicity d" ogui *ed. or mis-

accurate representation of

represented.

them.

•••• egies, utilising the element
of. surprise.

;'" •£. Threats and h?-.f r*.
-'- 6, Success if often enhanced
by forming bid stereotype

of others, by ignoring the
others logic, by increasing

•;•'••

1, behavior is ourooreful in

stariding o^ own needs, but

. v-' ).U Unpredictable, mixed ptrat-

'.

INTEGRATIVE SITUATION

the level of hostility.

• v-

>.. Predictable,* while flexible
behavior is. appropriate, it
±s not de^^ned *o take other

?aH*r ^r -^^^se.
*' ^^^^ <*" bl^fi^ are not used.
6. Success demands that stereo-

types'be dropped, that ideas
be given consideration on

their merit regardless of source,
and that hostility not be
induced deliberately. 10

•: ,The worker who is attempting to bring about planned change in a situation
where there is-issue- dissensus would need not only to hrsw about'the above tech

niques but also have the skill to be able to use them effectively. If he/ d-^
to dissensus, choses to r,se a contest or conflict strategy he ^ust ha^e a-ver^

,: tight.control maintained over the organisation. The ability to insure secrecy
within your group and to successfulljr use stereotypes depend en a highly disip"•••-.'.'.-•

linetf following.

ii

Tf used correctly and with an accurate analysis of your own

' and your oppositions resources, cortest strategies can bring about total achiev-

ment-of yoyxr goals in a situation where change by any other means was improbable.
, Uowever, there could po«ribly co^e a. certain stage in the contest when

the worker realises he is losing. Since he had committed himself to "all or

nothing"-in the begining he ls row raced xdth Baining no+,My,Ci At such a s±^e
'''•'"'•

Ibid. t pp^ 336-337

••

'

'•;•:.? • '•; •

'-.;*'•

..'•..'

•

•^wrter may need to reso-t to a*different; strategy in order to salvage some
o£ nis demands. Bargaining is a. means by which a worker can secure some of-his
goals although > will be forced to give up some also. When the worker uses

bargaining he must be positive that his decisions or the decisions of those who
&mirol the group represent the wlii of the followers. Everyone in the situate

ra*S*«be willing to'cive up something \n order to gain something and both parties
rtufit;Jbeiwilling tc- coexist.

b<^ ^.Conflict may also be resolved in other ways. Unon initial conflict- or

' ?•}. ***'*. *;•

*'"

- ,'-\

.,,••''

•

•>

•

""

(,"

atvi^rtime^rin^^the conflict, 1*.e-]terker: may1 dtwbver--that the reason for the'

. 4tHb§nsue,is > misunderstanding or clocked!" communication!? Instead of having to
continue *fightitig it out," the workday be aMe»to reach an agreement by

Ker$%\*xpT&*ttn^<.h3 r, planned changes^n amdre direct or clear manner. For :
te*^*,, a^Vica agency%ay resist Attempts of'cllents to fori a policy '

**Af*^#^*J&Ah6 conrse of the^cohflict, say during a demonstration,
the Wttiqat j^j.1?^ th?t the agency is* opposing the^change hec&i** the a-encv
. ^AW^Salc^ « t*d the amount of power the Advisory;:hoard was to"have. If after

6lfet^e3?plaination the agency cooperated*then,the. conflict will bare ended, "
in cto^t)orat5on^

•"•-.%'

."*•'.

v.'.)-

^ ^ 4;*e'attempt to bring about planned changes Necessitates'^ need to be

/IW^*
proposed changes. •
.If t^.^&^rtmftunity response is, ^ is^ahticipated i,0 be one 'of" consensus
.then the work^ will use collaborative strategies o!f which some 0f the tech. rp^os «*» outlined under Walton's 'integrative-situation. If there appears
^ be differencer'to the issues by the community then the worker will ^moW

-.•atepalgrt .Strategies,in an attempt to persuade the reluctant oarties to join;
•U«*«

!2

ItI. if. * III

.

*

/

t. <Sta>n Slavin, "Concepts of Social1 Conflict," pp.. 57-59
1 '»**'

i
* .<

"".'.''•

;"- -;'^> .
."9 '"
Ih^he change effort. Forever, if upon initial effort or investigation the
-wprker'^discovers that ther- is not consensus, nor can the differences readily

*^^d ther!'he *p likel" +-o employ strategies of contest. This paper has
afte^ed. to Iqok at rrlL0 c.f the concepts, the techniques, and the stages of
Content;strategies. Since .now some of our basic institutions are b*ing blamed
for:sobietal problem- there ir m.re resistance than ever to planned ohango.

The.sodiai -aorker who i2 attempting to bring about these types o^ rs'orrcs will
be opposed not only by the institutions and nested interests but also by com
munities which associate many of these institutions with tradition and the

american -way. The task of the wo-ker will be to change not only the instit
utions but also the thinking and -,lTieD of man7 .citizen,. This iob calls for

not qnlyva dedication to improving human life but also a knowledge of conflict.

strategic and skill in the application of these str^es for C0T,nicf ^^
menti: ;b'••''->

** \" -
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